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MARI NE CORPS ORDER 1610. 12

From Commandant of the Marine Corps
To: Di stribution List

Subj: U S. Marine Corps Counseling Program
Ref : (a) NAVMC 2795, USMC User's Guide to Counseling

1. Purpose. To publish policy and instructions concerning the
establ i shnent of the U S. Marine Corps Counseling Program

2. Effective Date. 1 August 1986

3. Information

a. Various studies and research efforts have detern ned
that when fitness report preparation and counseling are
acconplished at the same time, the result is inflated eval uations
and ineffective counseling. Fitness report preparation is a
single action focused on the past performance of a Marine. The
fitness report is a personal conmunicati on between reporting
officials and the Commandant of the Marine Corps; it is not a
counsel i ng docunent. Counseling nust be a series of efforts
whi ch focus on bettering a Marine's future performance. These
efforts must be continuous, well-planned, and skillfully applied.
Both types of action are necessary to the vitality of a dynamc
organi zation; both have a common el enent, the Marine; yet, both
nmust function separately.

b. Counseling is that part of |eadership which ensures, by
mut ual understanding, that the efforts of |eaders and their
Marines are continuously directed toward i ncreased unit
readi ness and effective individual performance. There are as
many counsel ing techniques and as nany | eadership styles as
there are Marine | eaders. The U. S. Marine Corps Counseling
Programis not intended to encroach on individual |eadership
styles, rather it is to conplenent themto the benefit of the
Marine Corps | eaders and especially their junior Marines. Wth
education and experience, all Mrine | eaders can use counseling
skills and techniques within the context of their own
| eadership style.

4. Program Qbjectives. The counseling programw || achieve
the foll ow ng:
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a. Mintain counseling as an integral and continuous part
of traditional Marine |eadership.

b. Devel op counseling skills through a continuing education
programthat teaches the inportance of daily coaching and
provides the tools to conduct effective counseling.

c. Increase individual perfornmance and productivity
t hr ough counseling and thereby increase unit readi ness and
ef fecti veness.

d. Enhance the leader's ability to inprove the junior's
per f or mance.

e. Create the ethic of effective counseling in a climte
of solid | eadership and provide a systemto enhance that ethic.
By so doing, the programw || ensure that the | eadership goals
captured in General Lejeune's words becone reality:

"...The rel ati on between officer and enlisted nen
should in no sense be that of superior and inferior nor
that of master and servant, but rather that of teacher and
scholar. In fact, it should partake of the nature of the
rel ati on between father and son,...."

Thi s gui dance has been determined to be of such
significance that a change to the Marine Corps Manual states
thi s gui dance should al so be applied to the rel ationship of
nonconmi ssi oned of ficers and their subordi nates.

5. Policy. Counseling is a tool of |eadership universally
recogni zed as essential to acconplishing the Mari ne Corps goals
of devel opi ng juniors, inproving individual performance, and
enhancing unit productivity. Therefore:

a. Every Marine will receive counseling, though format and
frequency will vary, depending on the Marine's grade,
experience, position, and responsibilities.

b. Counseling will comence when a Marine first joins a
unit or when there is a change in the i nmedi ate supervi sor of a
Marine. The inmedi ate supervisor is the next senior person -
of ficer, SNCO, or NCO - who is directly responsible for the
primary tasking and | eadership of the junior Marine. Exanples
of these junior-senior relationships are: a gunnery sergeant
counseling a staff sergeant; a mmjor counseling a lieutenant; a
captai n counseling a gunnery sergeant; or a corporal counseling
the fire team nenbers. Seniors in the chain of comand nay
al so counsel subordinates as part of the seniors' responsibility
of both grade and assignment. Counseling is not necessarily
synonynous with being a fitness report witer, but being a
fitness report witer is synonymous with counseling.

c. The counseling process is divided into two separate
tracks: |ance corporals and bel ow, corporals through
col onel .
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(1) Lance corporals and bel ow generally function in an
envi ronnent where specific, detailed, and concrete gui dance is

required to acconplish the unit's nission. They will receive
counsel ing every 30 days to ensure current and frequent
feedback. Counseling will be conducted by the inmediate

supervisor, who is normally an NCO. Reservists are exenpt from
the 30-day counseling requirenment. Reserve |ance corporals

and below wi |l be counsel ed every 3 nonths and once during
annual training duty.

(2) Corporals and above exercise nore |latitude and
flexibility as part of their devel opment and in the
acconpl i shnent of their mission. Counseling by the i mediate
supervisor will consist of an Initial Counseling Session (ICS)
and subsequent follow on sessions. The |ICS should not be
confused with the standard "wel cone aboard" briefing. It shal
take place approximately 30 days after a Marine checks into a
new unit or when there is a change of inmedi ate supervisor
Thi s period should provide a nmutual understandi ng of goal s,
tasks, responsibilities, and expected standards of perfornmance
and help to ensure a clear communicati on between the senior and
junior. The first followon session should take place
approximately 90 days later. This period will enable both the
senior and junior to reviewthe latter's progress and deternine
whet her the Marine's efforts are on track. Subsequent follow on
sessions shall occur at a mninumof every 6 nonths, or nore
frequently if the need exists. These required sessions shall not
repl ace daily coaching and event-rel ated counseling, which are
equal ly vital actions of counseling and are characteristic of an
ef fective | eader.

d. The reference contains a detailed description of the
U S. Marine Corps Counseling Programto include: the
counsel i ng process, types of counseling, benefits of
counsel i ng, planning and conducting a counseling session
counsel i ng approaches and styles, and counseling practices
related to performance. The reference shall be used by al
Marines in acconplishing the requirenents of this Order

e. Al counseling sessions will be conducted on an
i ndi vidual basis at all levels and for all grades.
Additionally, it is reconmended that sone docunentation of the
counsel i ng sessions be kept. Such would be along the |ines of
personal counseling notes. These notes would benefit both the
senior and junior by serving as a quick reference in recalling
the specifics of past counseling sessions. Essentially, the
use of the small unit |eader's/platoon comander's notebook is
one nethod of recording the counseling notes. The reference has
sanpl e counseling forns which may be used if desired. |If the
conmander elects to use the form it can be used as provided or
nodified to fit the unit's needs and desires. The form if used,
should fit into the small unit |eader's/platoon comander's
not ebook for ease of reference. Any record or docunentation is
for use only by the junior and senior. It is not to be forwarded
to any officer in the reporting chain nor is it to be passed from
one senior to the next when the junior-senior relationship ends.
Si nce docunentation used in the junior-senior relationship is no
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| onger required when that relationship ternmi nates, counseling
notes shall not be the subject of any inspection process.

6. Action

a. The Deputy Chief of Staff for Manpower (CMC (M ) shall
have cogni zance over policy and sponsorship of the program

b. The Deputy Chief of Staff for Training (SM5 (T)) shall
have cogni zance over counseling education prograns conducted in
Marine Corps units and training institutions.

c. Commandi ng officers shall ensure maxi num attention is
given to establishing the techniques of counseling in officers,
SNCO s, and NCOs. Additionally, they shall ensure that
counseling is conducted per paragraphs 5c(1) and (2) of this
O der.

d. Al officers, SNCOs, and NCO s shall use the
provisions of the reference in counseling their juniors.

7. Reserve Applicability. This Oder is applicable to the
Marine Corps Reserve.

DI STRIBUTION:  L1L (2) plus 7230009 (3000)
7230025 (2500)
7230018, 019 (400)
7230011 (150)

Copy to: 7000125 (25)
8145001



